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Education L 530

Developing Workplace Literacy Programs
This course is designed to enhance an understanding of the nature of workplace literacy
needs and to show how to develop and teach in workplace literacy and basic skills
programs. The objectives of the course are to learn how to:

1) appreciate the nature of workplace literacy and the kinds of literacy demands
facing workers and employers;

2) understand the factors involved in planning a workplace literacy program;

3) assess the needs of a particular workforce and put forward a plan for meeting
those needs; '

4) conduct a task analysis to find out the detailed literacy needs of job ta:sks;
5) develop custom-designed curriculum that provides for workplace needs;
6) select commercial materials that will supplement the custom-designed curriculum;

7) build lessons around custom-designed material, learner example material, and
commercial material;

8) evaluate the success of the program using a mixture of standard and custom-
designed measures.
Structure of the Course
A total of 8 modules is available, with 2 assigned and 6 elective.

Y our work will be based on 6 of those modules: the 2 assigned plus 4 of the electives. You
will choose 2 of your 4 elective modules in which to complete extensive applications.

Assigned modules
1. The need for workplace literacy: what is workplace literacy?, literacy and language

issues, need for programs.

2. Planning issues: type of program, target audience, level of involvement, recruitment.
Each assigned module consists of readings and is assessed by a focused response paper.
Elective modules (choose 4 of 6) .

3. Proposal writing: need, courses, timing, recruitment, curriculum, and personnel.

4. Task analysis: assessing detailed literacy needs of workers.

5. Curriculum materials: custom-designing from a task analysis.



6. Supplementary materials: choosing appropriate available materials.

7. Lesson plans: integrating custom-designed material, learer example material, and
supplementary material.

8. Evaluation: need, methods, instruments, analysis, and feedback.
Each elective module consists of readings and a sample exercise, and is assessed by a
practice exercise. You will receive feedback on your practice exercises in preparation for

extensive applications in two of the four modules for which you have completed the
practice exercises.

Assessment scheme
Submissioﬁ 1: Response papers for Modules 1 and 2 [20. points x 2 = 40]
Submission 2: Practice exercises for two Electives  [10 points x 2 = 20]
Submission 3: Practice exercises for two Electives  [10 points x 2 = 20]
You will receive feedback on these practice exercises in preparation for Submission 4,
which consists of extensive applications in two of the four modules for which you

have completed practice exercises.

Submission 4: Applications for two Electives [40 points x 2 = 80]

Course Texts

Mikulecky, L., Lloyd, P., Kirkley, J., & Oelker, J. (1996). Developing and Evaluating
Workplace Literacy Programs: A Handbook for Practitioners and Trainers. Philadelphia,
PA: National Center on Adult Literacy. [Referred to in the modules as the Handbook .}

Drew, R., & Mikulecky, L. (1988). How 1o gather and develop job specific literacy
materials for basic skills instruction. Bloomington, IN: Office of Education and
Training Resources, School of Education, Indiana University. (ERIC Document
Reproduction Service No. ED 297 160). [Referred to in the modules as Drew &
Mikulecky.]




ASSIGNMENTS
RESPONSE PAPERS

Module 1 — The Need for Workplace Literacy :

Write a focused response paper of 2-3 pages, based on the readings for the module,
designed to convince your congress representative of the importance of workplace literacy
to the nation, your state, region Or City.

Module 2 — Planning Issues
Write a focused response paper of 2-3 pages, based on the readings for the module,
designed to convince an employer/union committee of the need for certain elements ina

workplace literacy program.

PRACTICE EXERCISES

Each of these practice exercises should be about one page in length. For examples similar
to these practice exercises, see the texts of Modules 3-8.

Module 3 — Proposal Writing .

Write notes outlining a proposal narrative for a workplace literacy program at Product Line
Inc. (described below). Include notes on the need for the program, the types and sizes of
classes, when and how often they should meet, outline of curriculum, amount of custom-
designing, and recruitment strategies.

Product Line Inc .

This manufacturing company in a very competitive market is reorganizing its whole
structure for greater efficiency. Itis cutting out middle management and shop-floor
supervisors, in favor of developing flexible and self-directed work teams. The
members of each team will decide among themselves how best to meet the demand
for “their products” at the next stage of the production process. The workforce of
180 will be divided into 18 teams of 10, with a group of 6 teams on each of the
three shifts, so that production can continue 24 hours a day.

Because of these changes, the company sees a need to educate its workers in the
areas of quality, efficiency and teamwork. To maintain product quality, they are
introducing Statistical Process Control, which workers will need to learn how to
operate. To become more efficient, they want teams to keep inventory low and to be
able to make quick switches from one product to another in their area. All of this
will require teamwork, involving cooperation with other workers, clear
communication (including brainstorming and note-taking in meetings), and rapid
decision-making.



Module 4 — Task Analysis
Conduct a task analysis for the everyday task “Mail order catalog” described below. Read

the description to each person you ask to do the task. Observation of 2-3 people performing
the task should be part of your analysis. In your conclusion, you should decide which
aspects you would concentrate on if you were teaching this task, with reasons based on
needed skills and possibly cost factors.

{If a clothing catalog is not available, write your own task description for another catalog
and include comparable details in your description. ]

Mail order catalog
Y ou want to order some new shirts from a clothing mail order catalog. Look

through the catalog to decide what you want (number, style, price range, etc),
carry out any other steps needed, and fill out the order form.

Describe in detail everything you do.

Module 5§ — Curriculum Materials

Outline the design of curriculum materials for teaching the workplace literacy topic “Writing
conduct reports” described below. These materials should be for two hours of class
activity. Describe the materials and outline how you would use them. (It may help to
imagine that you are providing these materials for another teacher to use.)

Writing conduct reports
Prison corrections officers are writing unclear and ungrammatical reports on inmate

offenses, which then do not hold up at disciplinary hearings, and so cases are being
dismissed. An examination of current reports has shown that they include very long
sentences, mis-spelled technical language, and a lack of objectivity.

Module 6 — Supplementary Materials

Review two items from the publicly-available materials on a workplace topic, making
recommendations for the use of other teachers. These could be commercially-produced
textbooks, curriculum materials entered into the ERIC database system, or materials
available on the Internet. Include an annotated list of items and your judgements on their
relevance, intended use, coverage of material, instructional method, reading level, and
price.

Example topics:
e grammar for writing a memo Or report; _
» reading tables for use of labels, manuals or forms;
* cooperative exercises for developing teamwork;
« fractions for measurement; :
« statistical terms and techniques for Statistical Process Control;
« reading graphs for inventory control;
« technical language for low-level readers or ESL workers.
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Module 7 — Lesson plans

Plan the outline of 10 hours of instruction for the workplace literacy topic “Dealing with
complaints” described below. Set out an overview of your plan, including objectives,
materials and activities connected with your teaching. (Y ou do not need to produce the
materials— just describe what they would be.)

Dealing with complaints

In a large department store, customer service personnel in the complaints
department are having difficulty with telephone complaints. Problems include
reading the store handbook, working with computerized order details, talking to
customers, taking good notes, and setting priorities (e.g., between the standard
“send it in” and the emergency “service now”). This generates problems of lost or
misunderstood complaints, customer dissatisfaction—and loss of sales.

Module 8 — Evaluation
Develop a set of 3 job-related scenario questions for the workplace newsletter article
“Competitor Close-Up” given below. You should write one factual, one inference and one

application question, and supply model answers for the questions.

Competitor Close-Up
This article is on the next page.



Competitor Close-Up:
A Year in Review

Throughout the year, the Delco Doings
has brought you profiles on the companies
trying to take a bite out of our business and
our profits. Sometimes there were success
stories, when Rochester Operations met the
challenge and came out on top. Other times
we had to face the fact that there are
companies in Asia, Europe, and right here
at home that are reaching the market better,
faster or with lower prices.

Here's a quick recap of the competitors
we've covered this year.

ASMO, Inc.

Location: Battle Creek, Michigan; Statesville,
North Carolina; Kosat City, Japan.
Affiliate: Nippondeso

Products: wiper systems, windshield washer
systems, power window lifts, antennas,
retractable and blower motors.

Main Customers: Nippondeso, Ford,
Chrysler, General Motors, and every
Japanese transplant except Nissan.
Number of Employees: Battle Creek, 130;
Statesville, 400.

Total Wage and Benefit Cost/Hour: $9.58

Jideco

Location: Bardstown, Kentucky;Yokohama
City, Japan; Nine production facilities
throughout Japan

Affiliates: Hitachi (24%), Nissan (21%)
Products: wipers, transmissions, reservoirs
arms and blades, wiper motors, and others.
Control-- wiper switches and others.

Motors -- power seat sliders, power window,
door lock, blower and engine cooling

motors and others.

Accessories: air compressors, power window
kits, door locks, rain-sensing intermittent
wiper controls and others.

Main Customers: Nissan, Isuzu, Honda,
Mitsubishi, Mazda, and Suzuki.

Number of Employees: Bardstown, 60 in 1987
Total Wage and Benefit Cost/Hour: $1027

Power Motion

Location: Two plants in London,
Ontarlo

Parent: Siemans Automotlve of
West Germany

Products: air moving motors (5,250
armatures a day)

Main Customer: GM of US & Canada
Number of Employees: 200 at main
facility in London, Ontario

Total Wage and Benefit Cost/Hours
$11.50 (U.S. equivalent)

BG Automotive Motors, Inc.

Location: Hendersonville, TN.

Parents: Bosch Corporation and General
Electric Company

Products: 20 different small motors
including: engine cooling, modular wipers,
door lock, seat back, head rest, sun-roof,
washer pump, head lamp, power window.
Number of Employees: 275

Total Wage and Benefit Cost/Hour:
Unknown at this time.

Every day another company steps into
the automotive arena ready to try to take
away our customers. Rochester Operations
has an extensive communication network
to keep employees informed about our
competitors and what we're doing to stay
ahead. Look to Delco Doings to give you
the information you need to help keep
Rochester Operations competitive in the
'90s.

From: Delco Doings, December/January, 1991, p.2.
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APPLICATIONS

Choose two of the electives for which you have completed practice exercises and received
feedback. For each of these electives, develop a detailed application, following the
guidelines below. It is preferable that your application be based in a real workplace
situation, but, if one is not available to you, develop your own fictional workplace setting.

In either case, describe the workplace and the program in sufficient detail to set the
applications you develop in a clear context. Such details might include (depending on the
module concerned) the nature of the work and workplace, any organizational changes
taking place, the size and education level of the workforce, the education needs of the
workforce, and the types of classes being provided.

Note: Y our assignments are very likely to include new ideas and information of use to
other educators. We plan to make available on the Internet a selection of the assignments
from this course. Therefore, please provide contact details with your assignments in case
other educators wish to ask for further information. '

Module 3 — Proposal Writing

. Write a proposal narrative of 4-5 pages for a workplace literacy program, including the

need for the program, its goals, the types and sizes of classes, when and how often they
should meet, personnel required, space and materials needed, outline of curriculum,
amount of custom-designing and lead-time required, recruitment strategies, and methods of
evaluation.

(Use a real workplace situation or base your proposal on your own fictional workplace
setting.)

Module 4 — Task Analysis

Conduct a task analysis for a workplace job in a real workplace situation. Observation of
workers performing the task, or interviews with workers using actual materials, should be
part of your analysis. In your conclusion, you should decide which aspects to concentrate
on, with reasons based on needed skills, safety and cost factors, and potential loss of
customers. (4-5 pages)

Possible example jobs are: -

« bank teller taking telephone call, making notes, and writing memo;

s delivery person deciding on schedule and route, making deliveries,
completing paperwork;

» factory worker taking quality control readings, entering information on
computer screen, using results to adjust machinery;

» telephone engineer fixing problem by looking up reference in manual,
reading text and diagram, and checking instrument;

« loading dock attendant reading information from order request, checking
inventory list, calculating weight of load, and filling out despatch form.

OR
Conduct a task analysis for an everyday task. Observation of people performing the task

should be part of your analysis. In your conclusion, you should decide which aspects to
concentrate on, with reasons based on needed skills, and possibly cost factors. (4-5 pages)



For example,

« filling out a tax return, including reading directions, gathering documents,
and making calculations and decisions; ’

» devising a day’s healthy meals for a special diet, taking account of food
groups, calories and interest;

* using a computer information system to locate a person, service or
product;

« planning a meeting, including inviting participants, agreeing a time and
place, arranging accommodations, and writing an agenda.

Module § — Curriculum Materials

Use your own or a theoretical task analysis (taking account of its priorities for what should
be taught) to design curriculum materials. These should be for three hours of class or
individual instruction to teach a workplace or everyday task, or some basic skill associated
with such a task. Produce the materials and describe how you would use them. (It may
help to imagine that you are providing these materials for another teacher to use.) Include
enough background description about the learners and what they have already been taught
to set the context for these instructional materials.

For possible example tasks, see Module 4 above.

Module 6 — Supplementary Materials
Review the publicly-available materials on a workplace topic, making recommendations for

the use of other teachers. These could include commercially-produced textbooks,
curriculum materials entered into the ERIC database system, and materials available on the
Internet. Include an annotated list of items and your judgements on their relevance,
intended use, coverage of material, instructional method, reading level, and price. (4-5

pages)

Example topics:
e grammar for writing a memo or report;
» reading tables for use of labels, manuals or forms;
* cooperative exercises for developing teamwork;
e fractions for measurement;
* statistical terms and techniques for Statistical Process Control;
» reading graphs for inventory control;
« technical language for low-level readers or ESL workers.

Module 7 — Lesson plans

Use your own or a theoretical task analysis (taking account of its priorities) to plan 20
hours of instruction for some workplace area in a specific workplace context. Set outa 4-5
page overview of your plan, including objectives, materials and activities connected with
your teaching. (You do not need to produce the materials—just describe what they would
be.)

Example workplace areas:
» writing of safety reports for hospital workers, including filling out form
and writing clear, concise descriptions; :

10



« Statistical Process Control, and the necessary statistical background, for
machine-tool workers; :

« accurate measurement, including fractions and decimals, for wood-
products workers.

Module 8 — Evaluation

Develop two evaluation measures for a particular workplace situation:
* a set of 6 job-related scenario questions,
« a set of 5 employee rating scales.

Describe the workplace, the workers and the course being assessed. Explain why these
evaluation measures are important for both the job and the skills taught in the course.

(Use a real workplace situation or base your evaluation on your own fictional workplace
setting.) :



Distance Education:
Developing Workplace Literacy Programs

Module 1 — The need for workplace literacy

What is workplace literacy?

Over the past two decades, there has been an increase in literacy programs based in
workplaces. This growth is likely to continue as a result of technological changes in many
workplaces, as well as organizational re-structuring which alters the nature of some jobs.
In addition, some workers are forced to learn new jobs, or even find other employment in a
completely different area. All of these changes mean more job-related training for workers
and, for some, this will require an increase in their literacy skills.

But what are these “literacy skills”? What is workplace literacy? In fact, practitioners
and researchers in this area are not in complete agreement about a definition of workplace
literacy (see the article by Askov & Aderman in this module). Most would agree that
literacy involves the basic skills of reading, writing and mathematics and their application to
such areas as communication, teamwork and problem-solving. However, the borderline
- between literacy and technical job training is blurred: where does learning to use the
operating manual for a new machine fit in? It is technical training in that it relates to
operating the machine, but it is literacy in that lack of reading skills may interfere with
understanding the manual. Thus it can be seen that, although the definition of workplace
literacy is not entirely clear, it is anchored in the basic skills of reading, writing and
mathematics.

So far we have considered just one role of workplace literacy — linking instruction to
workplace demands. This focus, however, can sometimes run counter to another element
of effective programs— taking the needs of leaners into account. Learners are key
stakeholders in the process and sometimes they do not agree with the goals, materials, and
emphases of workplace-focused programs if those programs are thrust upon them. (See
Gowen (1992) for a case study of such a situation.) This raises an issue concerning
program goals: to what extent should they be workplace-centered or learner-centered?
Learner-centered goals take into account learners’ personal needs such as raising their level
of general literacy, obtaining a GED, or helping children with homework.

In fact, most workplace literacy programs incorporate some workplace-centered and
some learner-centered goals. There are several advantages to having a mix of both types of
goals. Including learner-centered goals in a program can reinforce job skills with everyday
skills used outside the workplace. Mikulecky, Lloyd, Horwitz, Masker and Siemantel
(1996) surveyed 121 workplace literacy program reports that were entered into the ERIC
database between 1990 and 1993. An examination of the stated goals of these programs
indicates the extent to which they were workplace-centered or leamer-centered. Nearly half
the programs provided both leamer-centered (i.e., general skills) and workplace-centered
(i.e., job-related) program strands. The following table illustrates the breakdown of
programs in'the survey:

job-related skills training only 52 programs (43 %)

general skills training only 15 programs (12%)
both general & job-related 54 programs (45%)
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Another factor is the difference between workplace and workforce literacy programs.
Increasingly, programs are being developed that are not tied to specific employers or
industries but are targeted to more general workforce populations. These include any
workers who need assistance with workforce readiness such as interview skills,
completing applications, job search strategies, and teamwork skills. Workforce education
programs typically serve entry-level workers, populations who are re-entering the
workforce after an extended period of time, and redeployed (i.e., recently laid off)
workers.

In summary, “workplace literacy” is a multitude of things: ranging from job-specific
skills, through more general workforce skills, to enhanced education for individual
learners. However, one factor is clear: as the market demands higher levels of skill to
remain employed in high wage jobs, workers need to change their habits, attitudes and
lifestyles to include lifelong learning. The American Society for Training and Development
(Camevale, Gainer & Meltzer, 1988) and The Secretary’s Commission on Achieving
Necessary Skills (U.S. Department of Labor, 1991 —see extract in this module) outline the
skills necessary to remain employable in an increasingly competitive job market. (See the
next section for more details.) Programs are beginning to recognize and address this need
for adults to continue to acquire higher-level skills, by combining general instruction with
job-specific instruction.

New skill demands and actual worker skills

Changing economic conditions in the U.S., influenced by changes in the global
economy, are causing profound alterations in the nature of work. There are now fewer and
fewer repetitive and routine jobs, and those are becoming steadily worse paid. This is
affecting manufacturing industry particularly: multi-national corporations can conduct their
business anywhere in the world and choose the locations of their factories by comparing
wage levels with productivity. Routine processes are increasingly being carried out in third-
world countries at very low wages, whereas a living wage in a developed country can be
earned only through the higher productivity that goes with greater skills. Such factors are
also beginning to affect service industries, particularly those that do not involve face-to-face
customer contact (Reich (1992). (See also the Handbook, pp. 6-9.)

Because of these changes in the workplace, the demands made on the literacy skills of
workers are increasing all the time. Even jobs such as laborer and machine operative
require substantial amounts of reading and writing. More and more organizations now
require a flexible workforce capable of performing a variety of different tasks, and often of
deciding for themselves what today’s tasks will be. As part of teamwork, planning and
quality control, workers need to be able to solve problems which often involve the
application of literacy skills. These may well include reading procedure manuals, taking
minutes at team meetings, and making judgments about changing machine settings.

The complexity of modern jobs is well illustrated by the seven skill groups desired by
employers, as described by the American Society for Training and Development
(Camevale, Gainer & Meltzer, 1988). These are:

¢ learning to learn;
+ reading, writing, computation;
¢ oral communication;

creative thinking, problem solving;

self-esteem, goal-setting, motivation, personal & career development;

2 i3
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* interpersonal & negotiation skills, teamwork;
e organizational effectiveness, leadership.

Note that the traditional 3 R’s form only a small part of this wish list. Much more
prominent are issues related to creativity, motivation, communication and teamwork: broad
areas which will incorporate a variety of skills and competencies.

More recently, the U.S. Department of Labor (1991, 1992) has established a
comparable set of skills guidelines as part of the Secretary’s Commission on Achieving
Necessary Skills (SCANS). (See extract in this module.) In addition to basic reading,
writing and computation, the Commission reports the need for increased competency in the
areas of:

* Resources—identifies, organizes, plans and allocates resources;

Interpersonal — works with others on teams, teaches others, serves clients,
exercises leadership, negotiates, and works with diversity;

Information—acquires, organizes, interprets, evaluates and communicates
information,;

Systems— understands complex inter-relationships and can distinguish trends,
predict impacts, as well as monitor and correct performance;

Technology —works with a variety of technologies and can choose appropriate
tool for task.

Again, the emphasis is on integration of skills, working in a team and self-motivation.
Literacy demands will form part of this mix, but they will not be required in isolation.

These are the likely requirements of most jobs in the future. Let us now compare them
with actual worker skills. A recent survey of adult literacy gave a nation-wide sample of
adults a selection of realistic tasks involving applications of basic skills. This National
Adult Literacy Survey (Kirsch, Jungeblut, Jenkins & Kolstad, 1993 — see extract in this
module and the Handbook, pp. 10-11) shows that about 50% of adults perform at the
lower two of five literacy levels reported by the survey. Many of these adults are in jobs
that are changing rapidly to require the integration of skills described above. These higher
skill requirements correspond to tasks at Levels 3, 4 and 5 of the survey, so that many
workers will find increasing difficulty in carrying out their jobs in the future.

This is the challenge for workplace literacy educators: to help workers bridge the gap
between their present skills and those skills they need to perform well in their changing
jobs—or their completely new jobs.

Now read the articles and extracts in this module:

* Askov, E. N., & Aderman, B. (1991). “Understanding the history and
definitions of workplace literacy.”

* U.S. Department of Labor. (1991). What work requires of schools: A SCANS
report for America 2000.

o L 14




e Kirsch, I. S., Jungeblut, A., Jenkins, L., & Kolstad, A. (1993). Adult literacy
in America: A first look at the results of the National Adult Literacy Survey.

Read also Chapter 1 of the Handbook (Mikulecky, Lloyd, Kirkley & Oelker, 1996). Then
use the information contained in those readings to write your response paper for Module 1.
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EXECUTIVE SUMMARY

The Secretary’s Commission on Achieving
Necessary Skills (SCANS) was asked to exam-
ine the demands of the workplace and whether
our young people are capable of meeting those
demands.

Specifically, the Commission was directed
to advise the Secretary on the level of skills
required to enter employment. In carrying out
this charge, the Commission was asked to:

e Define the skills needed for employment;

o  Propose acceptable levels of proficiency;

o  Suggest effective ways to assess proficiency;
and

e Develop a dissemination strategy for the
nation’s schools, businesses, and homes.

This report results from our discussions and
meetings with business owners, public employ-
ers, unions, and workers and supervisors in
shops, plants, and stores. It builds on the work of
six special panels we established to examine all
manner of jobs from manufacturing to govern-
ment employment. We also commissioned
researchers to conduct lengthy interviews with
workers in a wide range of jobs.

The message to us was universal: good jobs
will increasingly depend on people who can put

knowledge to work. What we found was disturb-

ing: more than half our young people leave school
without the knowledge or foundation required to
find and hold-a good job. These young people
will pay a very high price. They face the bleak
prospects of dead-end work interrupted only by
periods of unemployment.

Xv

Two conditions that arose in the last quarter
of the 20th Century have changed the terms for
our young people’s entry into the world of work:
the globalization of commerce and industry and

the explosive growth of technology on the job.

These developments have barely been reflected
in how we prepare young people for work or in

how many of our workplaces are organized.
Schools need to do a better job and so do employ-
ers. Students and workers must work smarter.
Unless they do, neither our schools, our stu-

dents, nor our businesses can prosper.

SCANS research verifies that what we call

workplace know-how defines effective job perform-

ance today. This know-how has two elements:
competencies and a foundation. This report identifies
five competencies and a three-part foundation of
skills and personal qualities that lie at the heart of
job-performance. (See pages xvii and xviii.) These
eight requirements are essential preparation for all
students, both those going directly to work and

those planning further education. Thus, the com-

petencies and the foundation should be taught and
understood in an integrated fashion that reflects

the workplace contexts in which they are applied.

We believe, after examining the findings of
cognitive science, that the most effective way
of learning skills is “in context,” placing learning
objectives within a real environment rather than
insisting that students first learn in the abstract
what they will be expected to apply.

The five SCANS competencies span the
chasm between school and the workplace. Because
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L2



they are needed in workplaces dedicated to excel-
lence, they are hallmarks of today’s expert worker.
And they lie behind the quality of every product
and service offered on today’s market.

The competencies differ from a person’s
technical knowledge. For example, both account-
ants and engineers manage resources, informa-
tion, systems, and technology. They require
competence in these areas even though building
a bridge has little to do with balancing a set of
books. But in each profession, the competencies
are at least as important as technical expertise.
The members of the Commission believe these
competencies are applicable from the shop floor
to the executive suite. In the broadest sense,
the competencies represent the attributes that
today’s high-performance employer seeks in
tomorrow’s employee.

To describe how this know-how is used on
the job, our report provides a series of five sce-
narios that portray work requirements in the
context of the real world. The scenarios show
that work involves a complex interplay among
the five competencies we have identified and the
three elements of the foundation—the basic
skills, higher order thinking skills, and diligent
application of personal qualities.

The scenarios make clear that tomorrow’s
career ladders require even the basic skills—the
old 3 Rs—to take on a new meaning. First, all
employees will have to read well enough to
understand and interpret diagrams, directories,
correspondence, manuals, records, charts, graphs,
tables, and specifications. Without the ability to
read a diverse set of materials, workers cannot
locate the descriptive and quantitative informa-

23

tion needed to make decisions or to recommend

courses of action. What do these reading require-

ments mean on the job? They might involve:

e interpreting blueprints and materials
catalogues;

e dealing with letters and written policy on
complaints;

e reading patients’ medical records and medi-

cation instructions; and
e reading the text of technical manuals from
equipment vendors.

At the same time, most jobs will call for

writing skills to prepare correspondence, instruc-

tions, charts, graphs, and proposals, in order to

make requests, explain, illustrate, and convince.

On the job this might require:

e  writing memoranda to justify resources or

explain plans;

e  preparing instructions for operating simple
machines;

e developing a narrative to explain graphs or
tables; and

e drafting suggested modifications in com-

pany procedures.

Mathematics and computational skills
will also be essential. Virtually all employees
will be required to maintain records, estimate
results, use spreadsheets, or apply statistical
process controls as they negotiate, identify
trends, or suggest new courses of action. Most of
us will not leave our mathematics behind us in
school. Instead, we will find ourselves using it
on the job, for example, to:

e reconcile differences between inventory
and financial records;

lxvi 18
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FIVE COMPETENCIES

Resources: Identifies, organizes, plans, and allocates resources

A. Time— Selects goal-relevant activities, ranks them, allocates time, and prepares and
follows schedules

B Money— Uses or prepares budgets, makes forecasts, keeps records, and makes adjust-
ments to meet objectives

C. Material and Facilities— Acquires, stores, allocates, and uses materials or space efficiently

D Human Resources— Assesses skills and distributes work accordingly, evaluates perform-
ance and provides feedback

Interpersonal: Works with others

A. Participates as Member of a Team —contributes to group effort

B. Teaches Others New Skills

C. Serves Clients/Customers—works to satisfy customers’ expectations

D. Exercises Leadership— communicates ideas to justify position, persuades and convinces
others, responsibly challenges existing procedures and policies

E. Negotiates —works toward agreements involving exchange of resources, resolves diver-
gent interests

F. Works with Diversity—works well with men and women from diverse backgrounds

Information: Acquires and uses information

A. Acquires and Evaluates Information

B. Organizes and Maintains Information

C. Interprets and Communicates Information

D. Uses Computers to Process Information

Systems: Understands complex inter-relationships

A. Understands Systems—knows how social, organizational, and technological systems
work and operates effectively with them

B. Monitors and Corrects Performance —distinguishes trends, predicts impacts on system
operations, diagnoses deviations in systems’ performance and corrects malfunctions
C. Improves or Designs Systems —suggests modifications to existing systems and develops

new or alternative systems to improve performance

Technology: Works with a variety of technologies

A. Selects Technology —chooses procedures, tools or equipment including computers and
related technologies

B. Applies Technology to Task— Understands overall intent and proper procedures for setup
and operation of equipment

C. Maintains and Troubleshoots Equipment — Prevents, identifies, or solves problems with
equipment, including computers and other technologies

xvii
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estimate discounts on the spot while nego- e project resource needs over the next plan-

tiating sales; ning period.

use spreadsheet programs to monitor expen-

ditures;

employ statistical process control pro-
cedures to check quality; and

Finally, very few of us will work totally by
ourselves. More and more, work involves listen-
ing carefully to clients and co-workers and clearly
articulating one’s own point of view. Today’s

A THREE-PART FOUNDATION

Basic Skills: Reads, writes, performs arithmetic and mathematical operations, listens and speaks

A

B.

C.

D.
E.

Reading—locates, understands, and interprets written information in prose and in docu-
ments such as manuals, graphs, and schedules

Writing—communicates thoughts, ideas, information, and messages in writing; and
creates documents such as letters, directions, manuals, reports, graphs, and flow charts

Arithmetic/Mathematics— performs basic computations and approaches practical prob-
lems by choosing appropriately from a variety of mathematical techniques

Listening—receives, attends to, interprets, and responds to verbal messages and other cues
Speaking —organizes ideas and communicates orally

Thinking Skills: Thinks creatively, makes decisions, solves problems, visualizes, knows how to
learn, and reasons

A.
B.

C.
D.

E.

F.

Creative Thinking— generates new ideas

Decision Making — specifies goals and constraints, generates alternatives, considers risks,
and evaluates and chooses best alternative

Problem Solving —recognizes problems and devises and implements plan of action

Seeing Things in the Mind’s Eye—organizes, and processes symbols, pictures, graphs,
objects, and other information

Knowing How to Learn—uses efficient learning techniques to acquire and apply new
knowledge and skills

Reasoning—discovers a rule or principle underlying the relationship between two or more
objects and applies it when solving a probiem

Personal Qualities: Displays responsibility, self-esteem, sociability, self-management, and integrity
and honesty '

A.
B.
C.

Responsibility—exerts a high level of effort and perseveres towards goal attainment
Self-Esteem —believes in own self-worth and maintains a positive view of self

Sociability—demonstrates understanding, friendliness, adaptability, empathy, and polite-

ness in group settings
Self-Management —assesses self accurately, sets personal goals, monitors progress, and
exhibits self-control

Integrity/Honesty —chooses ethical courses of action

xviil
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worker has to listen and speak well enough to
explain schedules and procedures, communicate
with customers, work in teams, understand cus-
tomer concerns, describe complex systems and
procedures, probe for hidden meanings, teach
others, and solve problems. On the job, these
skills may translate readily into:

e training new workers or explaining new
schedules to a work team;

e describing plans to supervisors or clients;

e questioning customers to diagnose malfunc-
tions; and

* answering questions from customers about
post-sales service.

SCANS estimates that less than half of all
young adults have achieved these reading and
writing minimums; even fewer can handle the
mathematics; and, schools today only indirectly
address listening and speaking skills.

Defining the minimum levels of proficiency
in the SCANS competencies is also a crucial part
of the Commission’s task. It requires judgments
about the learning possible in yet-to-be designed
schools. It also requires imagining what the
workplaces of the year 2000 could and should
look like.

Our work on these required levels of profi-
ciency is not complete. We have examined less
than a third of the jobs we intend to research. We
also wish to hear what others think of our initial
efforts. The insert at the top of page xx is illus-
trative of our initial estimates of work-ready levels
of proficiency in the five competencies. Profi-
ciency in each competency requires proficiency
in the foundation. The contexts displayed come
from more extensive scenarios contained in our

Xix

report. The point we wish to make is that young
people leaving school should have both a suffi-
cient foundation and level of understanding of
the competencies to exhibit performances like
those illustrated.

The minimums we propose will define what
makes a young person ready for work at entry
levels on career ladders. They represent neither
the first nor last step in a process of life-long

learning. Instead, the minimums will be a sec-
ond step in a progression of skills acquisition.

For example, consider scheduling time, part of
the SCANS resources competency. A young
student (at the preparatory stage) might be

expected to make a schedule for him or herself.
Being work-ready would require making a sched-

ule for others. At the extreme, a specialist might
develop schedules for an airline. (See insert at
bottom of page xx.)

In September 1989 President Bush and the
nation’s governors agreed to six national goals in
education to be achieved by the year 2000. By
April 1991 a four-part strategy to attain these six
goals was announced by President Bush and
Secretary of Education Lamar Alexander. This
report of the Secretary of Labor’s Commission on
Achieving Necessary Skills speaks directly to
those goals and to that strategy. It defines what
our young people must know and be able to do in
order to hold a decent joband earn a decent living.

Our work pertains directly to National Goals
#3 and #5 which state:

Goal#3  American students will leave grades
four, eight, and twelve having demon-
strated competency in challenging
subject matter including English,
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*
KNOW-HOW:
WORK-READY LEVEL OF PROFICIENCY
COMPETENCE EXAMPLE OF LEVEL
RESOURCES Develop cost estimates and write proposals to justify the expense of

replacing kitchen equipment. Develop schedule for equipment delivery
to avoid closing restaurant. Read construction blueprints and manu-
facturers’ installation requirements to place and install equipment in
the kitchen*

INTERPERSONAL Participate in team training and problem-solving session with multi-
cultural staff of waiters and waitresses. Focus on upcoming Saturday
night when local club has reserved restaurant after midnight for party.
Three people cannot work and team has to address the staffing problem
and prepare for handling possible complaints about prices, food quality,
or service*

INFORMATION Analyze statistical control charts to monitor error rate. Develop, with
other team members, a way to bring performance in production line up
to that of best practice in competing plants**

SYSTEMS As part of information analysis above, analyze painting system and
suggest how improvements can be made to minimize system downtime
and improve paint finish**

TECHNOLOGY Evaluate three new paint spray guns from the point of view of costs,
health and safety, and speed. Vendors describe performance with charts
and written specifications. Call vendors’ representatives to clarify claims
and seek the names of others using their equipment. Call and interview
references before preparing a report on the spray guns and making a pre-
sentation to management.**

PROGRESS IN ACQUIRING SKILLS

PROFICIENCY LEVEL PERFORMANCE BENCHMARK

PREPARATORY Scheduling oneself
WORK-READY Scheduling small work team
INTERMEDIATE  Scheduling a production line or substantial construction project

ADVANCED Developing roll-out schedule for new product or production plant
SPECIALIST Develop algorithm for scheduling airline

*Competence as demonstrated in a service sector application.
**Competence as demonstrated in a manufacturing sector application.
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mathematics, science, history, and
geography; and every school in
America will ensure that all students
learn to use their minds well, so
they may be prepared for respon-
sible citizenship, further learning,
and productive employment in our
modern economy. (emphasis added)

Every adult American will be literate
and will possess the knowledge and

_ skills necessary to compete in a global
economy and exercise the rights
and responsibilities of citizenship.
(emphasis added)

Goal #5

Our report is intended to contribute to all
four parts of the strategy put forth by President
Bush in AMERICA 2000 as shown below.

Workforce know-how will be part of the new
World Class Standards. However, defining com-
petencies and a foundation is not enough. Schools

must teach them. Students must learn them.

And, they should be assessed as part of the
AMERICA 2000 agenda. Qur work on these

issues will continue over the coming months.

Among the concrete steps SCANS will take in
the future are efforts to:

* examine how to create an assessment sys-

tem that helps students understand what
they have to learn and certifies that they
have mastered the competencies so that
employers and colleges will honor their
record of high school performance;

» consider the implications of the SCANS
findings for curriculum development, school

organization, teacher training, and instruc-

tional materials and technology; and

*  helpthe Administration establish the public-
private partnership called for in the educa-

tion strategy, “AMERICA 2000.”

The President of the United States has
encouraged all of us to become revolutionaries
in the cause of education. For over 200 years

EXCERPTS FROM AMERICA 2000’
FOUR-PART STRATEGY!

Part 1.
“For Today's Students: Better and More Account-
able Schools— World Class Standards: . . .. These
standards will incorporate both knowledge and
skills, to ensure that, when they leave school,
young Americans are prepared for further study
and the work force.”

Part 2.
“For Tomorrow's Students: A New Generation of
American Schools. New American Schools: help
communities create schools that will reach the

national education goals, including World Class
Standards.”

Part 3.
“For the Rest of Us (Yesterday’s Students/ Today's
Work Force): A Nation of Students— Private-
Sector Skills and Standards: Business and labor
will be asked...to establish job-related skill stan-
dards, built around core proficiencies....”

Part 4.
“Communities Where Leaming Can Happen.”
AMERICA 2000 Communities. The president is
challenging every city, town, and neighborhood. . .
to adopt the six national education goals. .. [and]
develop a report card for measuring progress.”

1The White House, April 18, 1991.
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Americans have worked to make education part

of their national vision, indispensable to democ-

racy and to individual freedom. For at least the
last 40 years, we have worked to further the
ideal of equity —for minority Americans, for the
disabled, and for immigrants. With that work
still incomplete, we are called to still another
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revolution—to create an entire people trained to
think and equipped with the know-how to make
their knowledge productive.

This new revolution is no less exciting or

challenging than those we have already com-

pleted. Nor is its outcome more certain. All that
is certain is that we must begin.
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HIGH-PERFORMANCE WORK
AND SCHOOLS

On April 18, 1991, when the President of the
United States announced a new education strat-
egy, “AMERICA 2000,” he said, “Think about
every problem, every challenge, we face. The
solution to each starts with education. For the
sake of the future of our children and the nation,
we must transform America’s schools. The days
of the status quo are over.”

We understand that schools do more than
simply prepare people to make a living. They
prepare people to live full lives —to participate in
their communities, to raise families, to enjoy the
leisure that is the fruit of their labor. A solid
education is its own reward and has value beyond
specific skills.

This report concerns one part of the trans-
formation the President has described, the part
that involves how our schools prepare our young
people for work. It does not deal with other,
equally important, concerns that are also the
proper responsibility of our educators, such as
providing comprehensive instruction in history,
literature, geography, and theoretical science and
mathematics so our young people can live the full
lives we wish for them. Competency in these five
core subjects remains relevant to the “real world.”
This report should not be misconstrued as
suggesting that schools abandon these subjects
in favor of workplace skills training.

This document describes fundamental
changes in the nature of work, and the implica-

RS

tions those changes hold for the kinds of workers
and workplaces the nation must create. It defines
“workplace know-how” —a quality that workers
must possess if they are to grow, produce, and
succeed. It is about changes in how we should
think about the connections between education
and earning a living. This report is about helping
our youth enter the workforce prepared with the
know-how they need to master whatever chal-
lenges work and life will place before them.

THE WORLD HAS CHANGED

A strong back, the willingness to work, and
a high school diploma were once all that was
needed to make a start in America. They are no
longer. A well-developed mind, a passion to learn,
and the ability to put knowledge to work are the
new keys to the future of our young people, the

success of our businesses, and the economic well-

being of the nation.

Two events of the last generation serve as
metaphors for how radically and irreversibly the
economic environment for all work has changed,
both for Americans and for the rest of the world.
In 1973, the OPEC oil embargo made it unmis-
takably clear that our nation’s economic future
was no longer ours alone to decide. Since then,
the lessons of globalization and interdependence
have been reinforced at every tum. In many
ways, 1973 was a boundary line defining new
territory.
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Two years later, the first plans for an unheard
of new product—a personal computer—appeared
in a popular scientific magazine. That device has
altered both the speed with which work is done
and its very nature. It hasreconfigured the world
of work as have perhaps no other inventions since
electricity or the assembly line. It has created
not only a new industry; it has redefined the way
thousands of different kinds of work are now
carried out.

Globalization and technology contain both
threat and promise. The threat is easily summa-
rized in the economic implications of energy
dependence, disappointing productivity growth,
and stagnant wages. For example:

¢  Productivity. Productivity growth (output
per hour) in the United States slowed signifi-
cantly after 1973. Labor productivity actually
declined in 1989 and 1990. Some estimate
that if current international productivity
trends continue, nine countries may exceed
the U.S. in output per worker-hour by the
year 2020.

e Earnings and Income. Stagnant produc-
tivity has seriously affected workers’ eam-
ings. Median family income increased neariy
three percent a year between 1947 and 1973.
Since 1973, it has scarcely increased at all.
Families with heads of households under the
age of 34 have watched their real income
decline since 1979.

e  Jobs. Job opportunities in the United States
are changing. Twenty years ago, manufactur-
ing accounted for 27 percent of all nonagri-
cultural employment in the U.S.; services
and retail trade for 32 percent. By 1990,
manufacturing accounted for only 17 percent
of these jobs, while services and retail trade
made up 44 percent. In 1990, manufacturing
jobs paid an average of $10.84 per hour;

3]

while service jobs paid $9.86 and jobs in

retail trade paid only $6.78.

But the promise of an internationalized eco-
nomic environment and a workplace grounded
in new technologies is equally dramatic. The
promise is a healthy economy that improves the
standard of living for all by growing—by increas-
ing productivity, creating new jobs, and meeting
the challenges placed before it.

WORK IS CHANGING
To paraphrase futurist Alvin Toffler, we are

now caught up in a “third wave” of industrializa-

tion. Just as the United States powered its early
industrial growth with steam and built a manu-
facturing empire on the assembly line, it can
now catch the crest of computer technology to
create a high-wage, high-skill future.

That future depends on high-performance
work organizations and a highly competent
workforce. It will be as different from our pres-
ent as today’s most advanced work and workplace
are different from Henry Ford’s assembly line.
As a corporate member of the commission
observed, in reviewing preliminary descriptions
of the workplace developed during this project,
“What startles me about these descriptions is
the realization that they are accurate, but ten
years ago I could not possibly have imagined
them. What concerns me is this lack of imagina-
tion. What will our workplace look like ten years
from today?”

Figure A on the following page, adapted from
achart developed by the Congressional Office of
Technology Assessment, summarizes the major
differences between the traditional workplace
and the leading-edge, high-performance work-
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places that are beginning to develop. These dif-
ferences were also found by the MIT Commission
on Industrial Productivity that reported in 1989.
The members of SCANS believe these new work-
places should become the norm, not the exception.

In most workplaces of today, work is routin-
ized, repetitive, and organized along hierarchi-
cal lines. Perhaps its most prominent feature is
that it emphasizes mass production by workers
who are not asked to think about what they are
doing. It leaves quality to be inspected into the

product after-the-fact, i.e., by weeding out defects
through a separate quality control process.

High performance workplaces, by contrast,
stand as a model for a successful future. In this
new environment, work is problem-oriented, flex-
ible, and organized in teams; labor is not a cost
but an investment. Most important, the high-
performance organization recognizes that pro-
ducing a defective product costs more than
producing a high-quality one. The solution:
design quality into the product development proc-

FIGURE A

CHARACTERISTICS OF TODAY’S AND TOMORROW’S WORKPLACE!

minimal qualifications accepted
. workers as a cost

TRADITIONAL MODEL HIGH PERFORMANCE MODEL
STRATEGY
mass production flexible production
long production runs customized production
° centralized control ° decentralized control
PRODUCTION
. fixed automation ° flexible automation
. end-of-line quality control ° on-line quality control
° fragmentation of tasks ° work teams, multi-skilled workers
° authority vested in supervisor ° authority delegated to worker
HIRING AND HUMAN RESOURCES
° labor-management confrontation . labor-management cooperation

° screening for basic skills abilities
. workforce as an investment

° specialized for craft workers

JOB LADDERS
internal labor market limited internal labor market
advancement by seniority advancement by certified skills
TRAINING
minimal for production workers training sessions for everyone

. broader skills sought

'Source: “Competing in the New International Economy.” Washington: Office of Technology

Assessment, 1990.
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ess itself, particularly by enabling workers to
make on-the-spot decisions.

Workplaces organized along the lines of the
traditional mass production model can no longer
prosper. Like the dinosaur with its limited intel-
ligence, doomed to extinction at the-hands of
smaller but craftier animals, the traditional
model cannot survive the competition from high-
performance organizations that depend on the
intelligence and ingenuity of their managers and
employees. High-performance organizations are
relentlessly committed to excellence, to product
quality, and to customer service. These are the
organizations that have revived American man-
ufacturing competitiveness and compete for the
nation’s mark of business distinction—the
Department of Commerce’s Baldrige Award. One
of the defining characteristics of these firmsis a
workforce with the skills outlined in this document.

THE EDUCATIONAL SIDE
OF THE EQUATION

The world has changed. Work is changing.
But despite their best efforts, most schools have
not changed fast enough or moved far enough.
For nearly a decade, education reform and its
relationship to America’s place in the world
have been high on the public’s agenda. Reports
have been developed, meetings convened, and
announcements and calls to arms issued. Liter-

. ally hundreds of specific recommendations have

been put forward by researchers, public leaders,
opinion molders, and school officials.

Many educators have responded. Most com-
munities in the United States have felt the impact:
new curricula, adult literacy efforts, compen-
satory programs, in-school child care, new teacher
training efforts —all of these and more have been
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tried. Yet, despite some promising exceptions,
we are unable to demonstrate that things are, on
the whole, much better. In terms of achieving
results, not much has changed despite great effort
and significant increases in funding.

It is time to ask: Why is that so? How is it
that all this time, energy, and effort have been
expended to so little avail? The problem is com-
plex and so are the answers. Part of the difficulty
is that employers and school personnel are pass-
ing each other like ships in the night: one speaks
in Morse code, the other signals with flags. As
a consequence of the miscommunication, sec-
ondary school students often see little connec-
tion between what they do in school and how
they expect to make a living. They, therefore,
invest very little effort in their education. The
average American high school junior puts in half
of the 60 hours a week that a Japanese peer
devotes to schoolwork.

Miscommunication

One reason for the lack of educational
improvement lies in the confusing signals
exchanged between the education and the busi-
ness communities. The educator asks, “What do
you want in our graduates? We are confident we
can produce it.” The response is, too frequently,
a set of contradictory cues.

* The local tour bus operator responds, “I
want graduates who can diagnose and repair
diesel engines and who know something
about air brakes. That's my first priority. I
don’t have time to train these kids.”

*  Thelocal bank vice president says, “I want
clean and attractively dressed young people,
with a solid grasp of the basics—reading,
writing, and computation—and we will teach
them the banking business.”
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e The owner of a small manufacturing firm
asks for dependable, reliable graduates who

will show up on time with enough techno-

logical skill to immediately step into the
CAD-CAM (Computer-Assisted Design and
Computer-Assisted Manufacturing) operation.
Researchers’ efforts have proven equally
unhelpful. Most attempts to characterize work

skills focus either on general human characteris-

tics (e.g., intelligence, reasoning ability, reaction
time) or on the characteristics of specific jobs
(e.g., ability to assemble items or route packages).
The level of detail communicated varies from
the very general (ability to solve problems) to the
very specific (perform a tack weld on sheet
metal). As a result, the operational implications

and meaning of these lists are frequently diffi-

cult to determine. They do not provide direct
links to the “stuff” of schools or a sense of the
work enabled by the skills identified.

Frustrated, the school finds that the busi-

ness world has not defined what schools should
be doing. To the extent that individual business

leaders are clear, they often convey an unrealis-

tic expectation that schools serve as their firm’s
training institution with their specific training
requirements at the front of the line.

The results are predictable. Despite sin-

cere, well-intentioned efforts to respond, the
schools—lacking clear and consistent guidance —
continue with the system and methodologies they
inherited from a system designed nearly 100
years ago for the needs of business organizations
that are now quite different.

The Student

The disjointed conversation between the
schools and employers creates a situation in
which students understand intuitively, often

correctly, that what they are doing in school
today bears little resemblance to what they will
be expected to do in the workplace tomorrow.
Many students, both those expecting to go to
work immediately after 12th grade and those

going to most colleges, simply do not consider -

high school work as worth serious effort.

The sense that students clearly distinguish
between what goes on in their classrooms and
what goes on in the “real world” was palpable in
focus groups convened as part of the SCANS
research. Not one of the students in these groups
believe that a high school diploma by itself
guarantees a job in today’s economy. All of them,
in fact—whether bound for college or work—
believe that job skills, by and large, are learned
on the job, by hands-on experience, through extra-
curricular activities, or by osmosis. In other
words, they believe that the skills needed in the
real world are, in the words of one student, just
“picked up.”

But the massive training budgets of today’s
corporations are powerful evidence that work-
force know-how cannot be simply “picked up.”
When students fail to associate “school” work
with “real” work, they draw the wrong conclu-
sion—that “school” work is not “real.” In fact,
however, the task of learning is the real work of
today, whether at school, in the university, on the
job, or in the White House. It is this task young
people must master in every environment.

THE CHALLENGE

The challenge this situation places before
the nation’s business and educational communi-

ties is three-fold. The first task is to develop a

better means of communicating, a common
vocabulary to guide the conversation between
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the business and school communities. The fol- parents, and business leaders that workplace
lowing chapter suggests such a vocabulary. The know-how is not something “you just pick up.” It
second task is to set clear-cut standards and then can be defined. It should be taught. It must be

convince students that effort invested in meet- learned. The third task is to assess and certify
ing these standards today will be rewarded in students’ workplace readiness so that students,
the world of work tomorrow. A major part of this their parents, and employers will know where
task involves persuading students, teachers, they stand.




Distance Education:
Developing Workplace Literacy Programs

Module 2 — Planning Issues

Workplace liaison

The main difference between workplace education and most other forms of adult
education is the number and variety of people that a program provider needs to work with.
These include company managers, union or other employee representatives, supervisors—
and the workers for whom the program is being provided. Also unusual is that most of
these people will know little about teaching when a program is first being started. Itisa
learning process for both program provider and program recipient: the provider must learn
about the company’s operation and the recipient must learn how education can help their
business.

It is therefore important for all these stakeholders in the program’s success to work
together on developing the right program for the situation, and agreeing on just what that
situation is. A good way to achieve this working together is to form a planning committee
consisting of representatives from all the stakeholder groups, which meets regularly during
the development of the program. This will allow all parties to explain their position on
issues that arise, ask questions of the other stakeholders, and maintain cooperation and
communication during the early phases of a program’s life. (For more on this issue, see the
Handbook and the articles by Lewe and Jurmo in the module.)

Setting reasonable goals

In these discussions, a program provider needs to have a clear idea of which program
choices will be beneficial and which may be counter-productive. One area of possible
conflict concerns the time available for classes, particularly if they are held on company
time. Not surprisingly, company representatives will want many goals to be reached in the
minimum amount of time. However, the educator’s role here is to point out just what can
be reasonably achieved in various possible situations, to ensure that the needs of learners,
employers and other stakeholders are addressed. Setting realistic, achievable goals can have
a positive impact on a workplace literacy program, and this process is also essential to keep
the program in focus.

Two of the factors that a program provider may need to discuss with the planning
committee are learner practice time and lack of transfer. Research has shown that skills not
practiced soon disappear and that most learners have difficulty transferring skills from one
context to another (e.g., Sticht, 1982). A recent study of several workplace literacy classes
(Mikulecky & Lloyd, 1996) indicates strong connections between, for example,

* class time spent reading and writing with workplace materials and learner gains in
job-related reading abilities, and

» class discussions of learners’ beliefs and plans about literacy and learner gains in
beliefs about literacy effectiveness and plans concerning education.

These results emphasize the need for workplace classes to focus on skills and matenals
clearly related to program goals. As each class is developed, goals should be written that
are achievable in 20-50 hours of instructional time. Establishing goals that are too general
in nature will make it difficult to achieve them in a reasonable amount of instructional time.
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For job-related courses, it is also important to relate goals to job tasks and Jjob simulation
exercises that are used as part of the instruction. Doing so will create a stronger link
between instruction and jobs. A program provider may have to repeat this message several
times before all other stakeholders are convinced that any general kind of literacy
instruction is not the answer to their very specific literacy needs.

In addition, those needs are unlikely to be uniform. In any workplace, there will
probably be a variety of worker educational needs, requiring a number of different
solutions. For example, some workers in a company may speak English as a second
language. Their literacy requirements will be very different from those of native speakers
who just need a brush-up on technical terms to read a manual. Union representatives may
want a GED preparation course, while management wants job-related instruction. This
variety of needs can be catered for by planning a multiple-strand program, which includes a
variety of courses to fit the range of interests among the stakeholders. Another advantage of
a multiple-strand approach is that workers can attend a succession of classes as they

develop new abilities, confidence and interests, leading toward a long-term commitment to
education.

To increase the long-term effectiveness of the program, the planning committee should
work together to establish goals. The committee can make decisions such as determining
what resources are available, deciding which groups of workers to target first for
instruction, gathering information, and developing learning goals for each program strand.
Establishing a planning group provides the advantage of getting all stakeholders actively
involved in guiding the direction of the program from the earliest stages, thus encouraging
them to buy into the program.

Besides establishing program goals, it is also advisable to meet with learners
individually to agree on realistic personal goals. As with program goals, these individual
educational plans should relate to the curriculum being taught and to jobs. However,
individual goals should also take into account the learner’ s personal interests (e.g.,
managing finances, time management, personal computer skills). The plans should be
reviewed periodically with each learner to assure that appropriate progress is being made
and that goals remain relevant to the learner’s needs. If necessary, plans should be
modified to match progress and any changes in the learner’s situation. Setting realistic,
personalized goals will help learners recognize that they are making progress. Thus, they

are more likely to buy into the program and remain enrolled for several strands of
instruction.

To summarize, it is important to set up a planning committee consisting of
representatives from all the various stakeholders. The committee should set realistic goals
carly in the planning process to keep the program on track. Learning goals should also be
developed that relate to instruction and jobs and are achievable in the time available for each
program strand. Learners should work with instructors to set individual goals, and these
goals should be reviewed periodically to ensure that progress is being made. Setting group
and personal goals will encourage learners and other stakeholders to buy into the program,
increasing its chances for success. _

Recruitment of learners and instructors

Another very important factor in program success is worker recruitment—a program
cannot be successful if workers do not come to the classes. A program provider,
particularly one coming from outside the organization, will need the assistance of many
people in the company to inform workers of the program and its potential benefits. The
members of the planning group can form a nucleus of recruiters, as they come from a
variety of positions in the company. But it will be very helpful to gain support from the
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supervisors of the employees targeted for the first classes, because these supervisors are in
contact with their small group of workers on a daily basis. Also, workers seeing and
hearing their supervisors support the program will be more likely to investigate its benefits.

An incentive plan that is tied to goal achievement will also aid in recruitment and
retention. Often these incentives are monetary, such as cash or savings bonds, usually for
completing a job-related class successfully, advancing a certain number of levels on a
standardized test, or for obtaining the GED. However, once the program has started, the
greatest incentive for learner recruitment and retention is the effectiveness of the classes.
Positive comments about the program from workers who are already participating is the
best publicity for spreading the word and expanding the program.

In these early stages of any program, therefore, the best ambassadors for the program
are the class instructors. They are the program to most learners, and so it is very important
that a program’s instructors are carefully chosen and then well trained in the nature of
workplace literacy and in the culture of the particular workplace. At this time of expanding
workplace programs, many educators are coming new to this area and will need help, for
example, with developing and teaching job-related custom-designed curriculum. The
Handbook that is the text for this course can be a useful tool in assisting new workplace
instructors learn how to carry out the unfamiliar tasks they will face in the workplace
environment.

Program types

Research and suggestions made above clearly indicate that the most effective workplace
literacy programs integrate several different strands and types of instruction. This addresses
the needs of the several different learner populations present in the workplace and
workforce. Multiple strands also make it possible for learners to move from course to
course, acquiring the hundreds of hours of practice needed for substantial literacy gains.

However, few program developers are able to begin with large-scale, integrated
programs. Limited time, resources and trust often constrain beginning choices. Most
programs begin with a single course or service and gradually expand course offerings and
integration of services. Such productive growth is much more likely if program developers
have a vision of the integrated program they hope one day to operate.

The descriptions below provide some examples of simple beginning programs, more
complex mid-level programs, and fully integrated multi-strand programs: These examples
are meant to be helpful, but should not be seen as a road map. The most effective programs
always build on local strengths to address local needs. Modifying good ideas makes sense,
but simply importing them usually does not. Therefore, the examples given below should
not be seen as the only way to proceed, but rather as a source of ideas for-developing an
effective workplace literacy program.

Single Service Beginnings

Many programs begin by responding to a single literacy need in a particular workplace,
and developing a short course to address that need for a small group of workers. This first
step may be in a large or small company, or for a local agency such as a chamber of
commerce, employment office or literacy council. In any case, an important factor to
consider at the start is the establishing of trust between the program provider and the
organization being served. If this initial course is to grow into a successful multi-strand
program, providers should consult fully with all those involved and discuss openly just
what this small beginning program is able to achieve. Setting over-ambitious goals is a
recipe for failure, and probably the termination of the relationship. However, if all parties
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appreciate that a program with limited time and resources can reach only a few clearly-
defined goals, then this small beginning program may well lead on to greater things.

Possible starting points for single service programs include developing a short custom-
designed course to solve a job-related problem for a particular workplace, providing a class
in oral English for ESL workers, or setting up a tutoring scheme to raise the literacy level
of workers having difficulty reading workplace materials. In all cases, establishing trust

‘between provider and company by delivening initial promises will allow the providers to

offer more strands to a wider range of workers as the program develops.

Mid-level Literacy Programs

Mid-level literacy programs offer more strands than a single service beginning
program, but are not as extensive as a complete multi-strand program. These programs
have more resources, and expend them on additional strands that meet the specific needs of
workers and employers. These incorporate literacy instruction that uses a mix of off-the-
shelf and custom-designed matenials based on analysis of job tasks. For example, custom-
designed materials might be developed to teach workers job-related writing skills, but some
workbook materials could still be used for additional practice, and also for more general
program strands such as a GED preparation course.

In addition, mid-level programs often involve leamners in decision-making about
material to be taught. This involvement includes offering strands that workers want, such
as instruction in helping children with homework, if that is requested. Learners can also
participate in more extensive incentive programs. For example, a program might offer
monetary incentives such as payment for completing a goal and paid time off to attend
classes. Besides addressing learners’ personal needs and providing incentive packages,
learner involvement can also extend to include assisting with analysis of job literacy tasks.

Mid-level literacy programs have a number of advantages over single service beginning
programs. By offering several strands and involving learners in decision-making about
what should be taught, these programs can obtain greater learner buy-in, thereby increasing
enrollment and retention. The use of more custom-designed curriculum also creates a
stronger link between instruction and day-to-day job responsibilities. In addition,
assessment is usually more extensive, providing greater evidence of a program’s success in
increasing leamers’ ability and productivity.

Fully Integrated Programs

As indicated earlier, fully integrated literacy programs offer the greatest chance for
learners to improve their lives by developing increased literacy skills. These programs also
offer the best opportunity for workplaces to enhance productivity and increase the
effectiveness of their existing technical training programs. Fully integrated programs use
multiple strands to address learner and workplace needs, and to provide continuing
educational experiences. They make extensive use of custom-designed instruction based on
analysis of critical job tasks. Leamers are involved in decision-making from the earliest
stages of program planning and they participate actively in analyzing literacy-related job
tasks.

. Fully integrated programs also make extensive use of job-related reading and writing
activities, and discussion of job processes. In conjunction with this workplace-centered
approach, such programs also provide leamer-centered instruction in the form of GED and
ESL courses, and general interest strands related to hobbies, retirement, and financial
planning. Learners are actively involved in developing these strands from the outset. In
addition, fully integrated programs conduct thorough evaluations to measure their success
in achieving learning gains and increases in productivity.
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Although fully integrated programs require a long-term commitment and considerable
development, they provide the greatest benefit to employers and employees. Extensive use
of custom-designed curriculum can enhance the link from instruction to job tasks,
contributing to worker productivity. Such instructional methods can also increase practice
time as skills are used on the job, and this type of curriculum can make technical training
more effective as learners are better prepared before they take such training.

The greatest benefit of full multi-strand workplace literacy programs is that they offer
opportunities for learners to advance from one strand to another, eventually to high-level
technical training or college courses. These programs can assist employers by reducing
turnover and increasing the promotability of their existing workforce. Employees can also
upgrade their skills and gradually increase their quality of life as they advance from lower-
level general literacy strands to job-related literacy education, to advanced technical training
or higher education. As they advance in lifelong learning, their income and standard of
living also increase. Thus, employers and workers can both obtain maximum benefit from
these fully integrated programs.

Now read the articles and extracts in this module:
e Lewe, G. (1991). “Understanding the need for workplace literacy partnerships.”

e Jurmo, P. (1991). “Understanding lessons learned in employee basic skills
efforts in the United States: No quick fix.”

e National Center on Adult Literacy. (1995). Workplace Literacy Resources.

Read also Chapter 2 of the Handbook (Mikulecky, Lloyd, Kirkley & Oelker, 1996). You
may also want to consult some of the items listed in Workplace Literacy Resources
(National Center on Adult Literacy, 1995) and look at the ERIC documents whose abstracts
are included in the module. Then use the information contained in your readings to write
your response paper for Module 2.
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Distance Education:
Developing Workplace Literacy Programs

Introduction to Modules 3 - 8

By completing Modules 1 and 2, you have acquired considerable background
information about the nature of workplace literacy and the need for workplace literacy
programs. You are now in a position to apply that knowledge to the various stages of
setting up a program:

* writing a proposal (Module 3),
conducting a task analysis (Module 4),
‘designing curriculum materials (Module 5),
selecting supplementary materials (Module 6),
developing lesson plans (Module 7), and
constructing evaluation measures (Module 8).

Y ou choose four of these modules and, after studying the materials in those modules,
you complete a short practice exercise for each of them. The module materials include a
sample practice exercise to help you. When you have submitted these four practice
exercises (in two submissions of two exercises each), you will receive feedback on them to
assist you with the next submission.

This last submission is the most important for the course and carries half the total credit
for your grade. You will complete extensive applications in two of the areas for which you
submitted practice exercises. It is intended that these applications be as real as possible. It is
highly desirable that you develop them for an actual workplace, but you can use a fictional
one if necessary.

Now read the article in this introduction to obtain an overview of the way that a
workplace literacy program is developed:

e Camnevale, A. P., Gainer, L. J., & Meltzer, A. S. (1991). “How to Establish a
Workplace Basic Skills Program: A Blueprint for Success.”

Read also Chapter 3 of the Handbook (Mikulecky, Lloyd, Kirkley & Oelker, 1996). You
may also want to consult some of the items listed in Workplace Literacy Resources
(National Center on Adult Literacy, 1995) and look at the ERIC documents whose abstracts
are included in this introduction (a very small sample of the available program reports), as
preparation for your work on Modules 3 - 8.

In addition, you will find much helpful material about workplace literacy on the Internet
or World Wide Web. This rapidly-growing resource is changing daily as new materials are
added to it. However, here are a few useful entry points to get you started with an
indication of what each provides:

o ASKkERIC — http://ericir.syr.edu (Virtual Library, ERIC database and digests,
lesson plans);

» Center on Education and Work — http://www.cew.wisc.edu/ (partnerships,
curriculum, assessmenty);
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National Center on Adult Literacy — http://litserver.literacy.upenn.edu/ (research,
resources);

National Institute for Literacy — http:/novel.nifl.gov/ (information, forums,
resources);

North Central Regional Educational Laboratory — http://www.ncrel.org/ncrel/
(resources, state information);

U.S. Department of Education — http://www.ed.gov/ (initiatives, funding,
services, publications).

Most of these Web pages are cross-linked through their lists of organizations, so that a
search of one site can lead quite naturally to another, then another, then . . .

In this course, we also plan to have some workplace practitioners available by
electronic mail for you to consult. For details on the development of this, see the Indiana
University distance education page on the World Wide Web:

http://www.indiana.edu/”’ eric_rec/disted/

These practitioners will be able to respond to your questions about the reality of workplace
literacy and comment on program ideas that you may want to try out on them.
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Module 3 — Proposal writing

When a workplace literacy program is being started, writing a proposal for funding will
often be necessary. This may be a proposal from the program provider to the company, or
from provider and company to a federal or state agency. In the second case, the proposal
will usually have to be presented in a particular specified format, but, in any situation, the
main principles of proposal writing are to make a clear case for program need, to describe
how to meet that need, and to provide details of personnel, timelines and budget. Before
looking further at the details of proposal writing, we consider first the present funding
climate for workplace literacy and compare the availability of public and private funding.

In the United States, no thorough study has been done of the extent or sources of
government support for educational programs. However, a review by Bussert (1991) of
107 programs reported in the literature indicates that of 33 who described their funding
sources, nearly three-fourths received at least partial support from federal, state or local
governments. In 1991, the Department of Education awarded $19.5 million in National
Workplace Literacy grants (Adult Literacy and Learning Bulletin, August, 1991). That
year, a total of $242 million was allocated, mainly for basic skills education through the
U.S. Adult Education Act, and that amount was expected to increase to $260 million in
1992 (Education Daily, August 14, 1991). Although there is no thorough computation of
the total amount of federal money spent on workplace literacy, the combination of targeted
funds and general ABE funds used in the workplace probably exceeds $50 million each
year.

At the same time that federal funding was increasing, state and local funds were also
expanding. Askov, Aderman and Hemmelstein (1989) report that West Virginia, South
Carolina and North Carolina provide 100% matching funds for workplace literacy projects,
and Massachusetts also has matching funds (Stein, 1989). Since 1989 the states of Florida,
Idaho, Michigan, Missouri, Tennessee, Utah, and Virginia have become more heavily
involved in funding and organizing workplace literacy initiatives (Chynoweth, 1989).

More importantly, the proportion of state versus federal funding has shifted since the
late 1980s. While the total of federal funding for the National Workplace Literacy Program
has remained slightly below $20 million per year, state funding has almost certainly
exceeded this level. The Bussert survey (1991) indicates that the majority of the 33
programs examined had multiple sources of funding. Support came in part from federal
sources (27% of programs), state/local government sources (48% of programs),
businesses (67% of programs), union funding (9% of programs), and other groups such as
area literacy councils and libraries (12% of programs). Since the late 1980s, the ratio of
state versus federal funding has changed. In Virginia, for example, it has moved from 0%
state/100% federal to 51% state/49% federal. State literacy funding may become the driving
force in the implementation of future literacy projects (Chynoweth, 1989).

Even though the level of state and federal funding has increased, the amount spent by
businesses on workplace education still far exceeds government contributions. According
to a survey of 20,000 U.S. employers with more than 100 employees conducted by the
American Society of Training and Development, businesses spent more than $44.4 billion -
on training in 1989. Determining what fraction of this $44.4 billion went to workplace
basic skills instruction is no easy task. About $4 billion (or just less than 10%) went to
programs labeled remedial. Not all workplace literacy programs are considered remedial,
however. Many workplace basic skills programs have tended to avoid terms such as
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“literacy training” in favor of courses labeled communication skills, technical preparation,
team building, clerical skills, problem solving, and other similar categories. In any case, a
conservative estimate is $4 to $5 billion spent on workplace basic skills instruction by
businesses. This contrasts dramatically with the estimate mentioned above that only $50
million in U.S. federal funds was spent on workplace literacy instruction in 1989. Thus,
most businesses rely on federal funds only for seed money to begin a literacy program.

Thus it can be seen that the most likely audience for a workplace literacy proposal is the
business where the program will be provided, but the audience may also be a state or
federal agency. In any case, the proposal narrative should include the following elements:

* an introduction setting out the need for the program, describing target worker

groups, and listing program goals;

descniptions of the classes proposed —their types, timing, and content; ‘

an outline of the curriculum— particularly the mix of custom-designed and off-
the-shelf curriculum;

the provider’s preparation needs—lead time for conducting task analyses,
designing curriculum, and recruiting learners;

e space and materials needed by the project— classrooms, storage, books,
computers;

descriptions of project personnel —their qualifications and experience;

the evaluation plan—methods for gathering data for pre/post comparison to
show program gains.

In addition, a full submitted proposal will also include:
* timeline—a month by month chart, showing the progression of preparation and

teaching activities;
 budget— including project salaries, fringe benefits, supp